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The Personnel Problem in Jewish Education* 


By Epwarp A. NuDELMAN AND ZALMEN SLESINGER 
American Association for Jewish Education 


HE personnel situation in Jewish 

education at the present time is criti- 

cal. There are not enough competent 
teachers available to meet the demand cre- 
ated by increasing enrollments in Jewish 
schools. Nor are we in much better posi- 
tion with regard to supervisory and ad- 
ministrative personnel. We can appreciate 
how truly serious our plight is if we stop 
to consider that the future of our children 
and youth as Jews and the destiny of Jew- 
ish life in America will depend in large 
measure on our ability to devise effective 
means of solving this crucial problem. 

Usually referred to as the shortage of 
teachers, the personnel problem is really 
much broader in scope than this designa- 
tion would imply. In order to have a clear 
understanding of what is involved, it is 
necessary to be aware of the variety of 
factors in the situation, all of which are 
interrelated and interdependent. 

Thus the shortage of personnel is in 
large measure due to the status which the 
teacher enjoys, social as well as economic. 
Another element to be reckoned with is 
the character of the teacher’s function — 
the circumscribed nature of his activity 
under present circumstances and the lim- 
ited opportunities which it offers for ren- 
dering significant service. Furthermore, 
the present methods and procedures used 
in recruiting and selecting members for 
the profession are found wanting. There is 
also the need for a more intimate rela- 
tionship between the programs offered by 


* This article has been prepared in connection 
with the series of conferences sponsored by the 
American Association for Jewish Education on 
the personnel problem in Jewish education. Its 
purpose is to suggest avenues for exploration and 
generally to stimulate thinking in this vitally 
important area. 


teacher education institutions and the task 
the teacher is called upon to perform. 
Moreover, the limited opportunities for 
systematic placement, for in-service 
growth, and for the advancement which 
comes with additional training and experi- 
ence are further complicating factors in 
an already difficult situation. Finally, one 
must recognize that the shortage of per- 
sonnel arises also out of causes that are 
deeply rooted in the general conditions of 
American life as well as in the contem- 
porary setting and the traditions of Amer- 
ican Jewry. 

Hence the problem of personnel must 
be envisaged in its totality if we are to deal 
with it effectively. But, for purposes of 
clarifying the underlying issues, it is nec- 
essary to analyze the problem into its ma- 
jor component elements. These we see as 
four in number — the lack of a planned 
program of recruitment, the limited con- 
ception of the teacher’s task and of the 
teacher education programs offered by our 
teachers’ colleges, the absence of a co- 
ordinated plan of in-service education 
leading to professional growth, and the 
failure to accord the personnel in Jewish 
education an acceptable social and eco- 
nomic status. 


The Shortage of Jewish Educational 
Personnel and the Need fora 
Program of Recruitment. 


The shortage of teachers is not unique 
to the field of Jewish education. For some 
years now public education has had a simi- 
lar problem, due largely to the growing 
child population, the tendency of young 
people in our day to extend the length of 
their stay in school, and the large turnover 
of public school teachers who, in many in- 
stances, forsake teaching because of mar- 
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riage and the attraction of other occupa- 
tions. 


Because of the lack of teachers and the 
urgent need to attract young people to 
teaching as a career, there has been con- 
siderable recruitment activity in the field 
of public education. Many agencies have 
participated in this effort including the 


“National Citizens Commission for the 
‘Public Schools; their work has proved to 


2 considerable degree effective in arousing 
ommunity interest and in helping to miti- 


ate the gravity of the situation. To be 


Ssure, in spite of the concerted effort made 
cto cope with it, the problem continues to 
~assume large proportions since factors pre- 
‘yiously mentioned continue to exert their 
rinfluence. 
§ The personnel shortage in Jewish edu- 
gation is even more alarming and compli- 
ated. As a result it calls for planned re- 
gruitment efforts on the part of both na- 
‘Hional and local Jewish agencies having a 
syital stake in the problem and in position 
-to make a contribution toward its solu- 
Hon. Since the basic causes for the scarcity 
of teachers are not dissimilar, there is 
‘gnuch that we can learn from the success- 
-ful recruitment methods and procedures 
“€hat have already been developed in pub- 
Fic education. In our consideration of the 
Q@ersonnel shortage, it is also important to 
‘Fecognize that a planned program of re- 
Rruitment can be effective only to the de- 
gree that we see it as an integral element 
@ a program of broad si having many 
ifications. 
© Having indicated the ‘Ged for planned 
recruitment efforts, what are some of the 
steps that might be taken by way of in- 
creasing the enrollment of young people in 
our teacher education institutions and of 
making available the supply of educational 
personnel needed by our Jewish schools? 
As incentives and motivations we might 
develop on both a nation-wide and local 
community basis a program of financial 
aid, consisting of both tuition fee allot- 
ments and stipends for living expenses, to 
encourage young people (students of He- 
brew in Jewish and public high schools 


and in colleges, persons with Jewish back- 
ground active in Jewish youth organiza- 
tions, etc.) to enroll in teacher education 
programs. Wherever possible, such com- 
munity aid should be made available on 
condition that recipients of scholarships 
accept positions in small communities for 
a minimum period of years following grad- 
uation and also function during student 
years as group workers and as counselors 
in camps that are community sponsored. 
We should, in addition, encourage com- 
munities to develop codes of personnel 
practices and to improve both the social 
and economic status of the teacher.* 

In order to exploit more fully the po- 
tential and existing personnel resources, 
the following measures might be adopted: 
We could develop a national program of 
supplementary Jewish education for pub- 
lic school teachers, present and prospec- 
tive, to equip them for part- or full-time 
teaching in the Jewish school. This pro- 
gram could be conducted either during 
their free hours while the school year is 
in progress or during vacation periods and 
might be undertaken either in the local 
community or on a regional or national 
basis. Each community or region would 
obviously adapt the program to suit its 
particular needs and conditions. In addi- 
tion, consideration would be given to the 
possibility of utilizing in similar fashion 
the supervisory and administrative skills 
of Jewish principals of public schools. 

We should also plan effectively for the 
maximum utilization of the services of 
Israeli teachers and students contemplat- 
ing a period of residence in the United 
States to study in American colleges and 
universities. Such a program might in- 
volve the centralization of information in 
both Israel and America regarding the 
availability of personnel, their projected 
program of study, the cities in which they 
expect to attend school, the need for teach- 
ing personnel in various communities, etc. 
Orientation courses should be given in Is- 
rael prior to departure and in America 


*This point is further developed in a later 
section of this article, 
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shortly after arrival for those intending 
to teach in American Jewish schools. 

In order to make for the more efficient 
utilization of the services of the available 
teaching personnel, we might encourage 
wherever possible, in both large and small 
communities, the consolidation of Jewish 
schools — including those of a variety of 
religious groupings—especially under cir- 
cumstances where the merging of schools 
would make for units conducive to greater 
educational ‘efficiency. 

Much could also be done by way of 
improving both the quantitative and quali- 
tative aspects of Jewish education, and to 
attain this objective a national committee 
representing the various ideological and 
religious groupings might conceivably be 
appointed to study the matter and exert 
its influence in attaining such objectives 
as the increase of enrollment of pupils on 
the secondary level, the extension of the 
length of stay of pupils in the elementary 
Jewish school, the development of more 
favorable attitudes on the part of pupils 
and parents toward Jewish education and 
the profession of Jewish teaching, and the 
enhancement of the task of the teacher in 
the direction of making it more creative, 
significant, and satisfying. 

In order further to stimulate young peo- 
ple to become interested in Jewish teach- 
ing, we might utilize such means as pub- 
lishing a pamphlet literature on the nature 
of Jewish teaching as a profession and the 
opportunities it affords for significant ser- 
vice, organizing “Future Teacher” groups 
in high schools and colleges and involving 
their members in a program of activities 
that will induct them into the profession 
of Jewish teaching, and including in the 
curriculum of the Jewish school experi- 
ences and information about Jewish edu- 
cation and the profession of Jewish 
teaching. 


The Need for a Broader Conception of 
the Teacher's Task and of Teacher 
Education. - 

Nowadays we do not conceive of the 
teacher’s task as being limited to class- 
room teaching ; modern education sees the 


teacher’s responsibilities extending into 
home and community as well. It is impor- 
tant, for example, for the teacher to main- 
tain contacts with the parent for purposes 
of ‘establishing effective home-school re- 
lations. He should seek to know as much 
as possible about the pupil and one of his 
major sources of information is the par- 
ent. The teacher also has a contribution to 
make in guiding the parent and in taking 
counsel with him so that the teachings of 
the school do not conflict with points of 
view that prevail in the home, and vice 
versa. Only by close contact can home and 
school supplement one another rather than 
work at cross purposes. ° 

The teacher has a function to perform 
in the community as well where, like all 
of its other members, he should render 
services on a voluntary basis. He can be 
especially helpful in the performance of 
certain functions where he possesses the 
necessary skills to a greater extent than 
would be true of his Jewish fellow-citi- 
zens. Also, in the performance of his nor- 
mal teaching duties, he will at times want 
to introduce community resources into the 
school in order to render the pupil’s learn- 
ing activities more meaningful and effec- 
tive; on other occasions he will see to it 
that his pupils have direct contacts with 
the community and learn firsthand of its 
activities, needs, and problems and per- 
haps render assistance from time to time 
in areas where children and youth are in 
position to make a contribution. 

As one additional factor in considering 
the need for extending the scope of the 
teacher’s responsibility, it is necessary to 
point out that our work in Jewish educa- 
tion can be effective only if we conceive 
of it as applying to all age levels, to youth 
and adults as well as to pre-school and 
elementary school pupils. Were such an 
all-embracing program of Jewish educa- 
tion to become generally accepted, or even 
the necessary first steps taken to bring it 
about, it would have as a concomitant out- 
come the opening up of vast opportunities 
for the professional personnel in Jewish 
education. Converting Jewish teaching 
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into a full-time responsibility would then 
no longér be a problem, for every Jewish 
school and community would be making 
more demands upon the teacher’s time 
than he would find it possible to satisfy. 
It is important for us to bear in mind 
that there is also an economic reason why 
it becomes necessary to think in terms of 
< broadening the teacher’s function. There 
“ exists today a tendency on the part of 
Z schools to curtail the daily hours of in- 
= struction, thus limiting the teacher’s pro- 
" gram of work and rendering it impractical 
S to pay salaries that would make for a 
S reasonably dignified standard of living. 
= This development makes it necessary for 
3 ae teacher to engage in ancillary tasks 
= related to the program of the school, the 
§ synagogue or center, or the community at 
large. In thus extending the range of the 
4 teacher’s activities, it is important to give 
gcareful thought to the kinds of tasks that 
‘gare appropriate for him to undertake in 
Ss which creditable performance may be rea- 
sonably anticipated. 
In preparing the teacher properly for 
Othe work he is to do, we should obviously 
‘dwant to reckon with the specific functions 
that he is called upon to perform. But 
‘equally important in developing the pro- 
een of teacher education is the basic 
=question of the teacher image, involving 
pas it does our entire conception of Jewish 
geducation and the part it is to play in the 
Slives of our children, youth, and adults. 
E The person who intends to become a 
ZJewish teacher should have a wide and 
Adeep understanding of the Jewish com- 
munity, its needs, and problems as well as 
broad social intelligence about the chang- 
ing world in which we live. He should 
be familiar with the past experiences of 
the Jewish people and conversant with the 
values they have cherished through the 
generations. The teacher should also have 
a deep sympathy for childhood with its 
particular interests and problems and be 
ready and willing to stimulate, encourage, 
and guide children and youth, always reck- 
oning with their stage of readiness and 
level of maturity. 


rsity 


s Univ 


The institution which undertakes to ed- 
ucate teachers for Jewish schools should 
have this broad conception of the teacher’s 
role and develop its program accordingly. 
Only to the degree that it approximates 
the criteria for a Jewish teacher set forth 
above will the teachers’ college discharge 
its responsibility and make it possible for 
the Jewish school to succeed in its efforts. 

Now what are some of the suggestions 
that we might consider in trying to build 
up our teacher image and in developing a 
program of teacher education to provide 
the type of teacher who can meet the 
needs and requirements of American Jew- 
ish life? 

The scope of the teacher’s task needs to 
be defined in broader terms so as to in- 
clude: remedial work with children; the 
development of instructional materials; 
promotion of effective home-school rela- 
tions, i.e., parent education and home visi- 
tation; participation in library, day camp, 
and club activity; and teaching classes of 
young people and adults. 

The program of teacher education 
should be so developed that it bears more 
directly on the needs of the pupils and the 
community, and the scope of curriculum 
offerings should be so broadened as to 
make adequate provision for preparing fu- 
ture teachers for the proper performance 
of the related functions previously men- 
tioned, Thus, along with the Jewish con- 
tent areas, professional courses in the 
philosophy of education, child develop- 
ment, methods of teaching, home-school- 
community relationships should be given 
proper emphasis in the teacher education 
program. Then, too, provision should be 
made by the teachers’ colleges for the stu- 
dent to obtain a year of study in Israel, a 
summer experience in a children’s camp, 
a semester’s experience as a group worker 
in a center, a fairly extended contact with 
a social agency, and a year of observation 
and student teaching. Experiences should 
also be provided which would cultivate in 
our future teachers the skills that would 
enable them to foster democratic proce- 
dure in the classroom; to encourage a 
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‘large measure of pupil-teacher planning, 


to introduce cooperative procedures in 
learning, etc. 

In addition, in order to make certain 
that the professional phases of the teach- 
er’s education are adequately provided for, 
we might give some consideration to uti- 
lizing the four successive summers during 
the student’s years of attendance at the 


teachers’ colleges to adding those profes- 


sional aspects of his education which the 
colleges find it difficult to include in their 
programs, Under these circumstances, all 
students could be assembled at one cen- 
trally chosen location with tuition and liv- 
ing expenses provided for them by their 
communities. Members of the faculties of 
the teachers’ colleges would also be invited 
to be present. 

Once such a center was created, the op- 
portunity would also exist for initiating 
an intensive in-service education program 
for Jewish teachers and for supplementing 
the education of public school teachers 
who aim to qualify for posts in the various 
types of Jewish schools and centers. 

By way of administrative measures de- 
signed to improve programs of teacher 
education, we might consider higher re- 
quirements for admission, graduation, and 
certification; preparation of needed in- 
structional materials for teacher educa- 
tion; development of cooperative relation- 
ships between teacher education institu- 
tions and also between the latter and the 
general colleges and universities; estab- 
lishment of demonstration schools and the 
development of programs of experimenta- 
tion; periodic meetings of various types 
of college teachers for the discussion of 
common problems and for the ongoing 
clarification of their function; and the 
improvement of relationships between the 
personnel responsible for the pre-service 
education of teachers and the teaching, 
administrative, and supervisory personnel 
in the field. 

We might also consider. the establish- 
ment of a nationally sponsored teacher 
education institution that would integrate 
the general and the Jewish elements in the 


program of teacher education, serve as a 
model institution for the education of 
teachers, and operate a demonstration 
school for providing a community-cen- 
tered education of the Jewish child. Con- 
ceivably the program in this institution 
might be expanded to offer the education 
needed for all of the various types of Jew- 
ish community workers. Deserving stu- 
dents who might wish to prepare for a 
career in Jewish education and other 
forms of Jewish community service should 
be offered scholarships and stipends to en- 
able them to enroll in this institution. 

Finally, we might plan periodic confer- 
ences and workshops for the administra- 
tors of teachers’ colleges and for teachers 
of education in these schools, together with 
representatives of professional teachers’ 
groups, supervisory and administrative 
leaders in the field, and college student and 
alumni groups, for purposes of evaluating 
and improving current programs of 
teacher education. 


Developing a Program for the In-Service 
and Professional Growth of the 
Personnel in Jewish Education. 


The importance of growth in the pur- 
suit of a calling is generally recognized as 
being indispensable to the satisfactions 
that one’s labors afford. But it is doubtful 
whether there is any occupation in which 
an even deeper and wider comprehension 
of the task one is called upon to perform 
is as essential as it is in teaching. The very 
personality of the teacher appears to be 
affected if he does not extend his under- 
standing of children and youth and of the 
entire process of education and if he does 
not, in addition, gain increased command 
of the subject matter areas which consti- 
tute the content of his teaching. He tends 
under these circumstances to develop into 
a discontented and unhappy individual and 
his efforts as a result become sterile and 
ineffective. Moreover, there must be, as an 
accompaniment to his growth while in 
service and to the satisfactions that come 
with successful effort, the opportunities 
for promotion to positions which make 
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greater demands upon his talents and 
skills, 

We must therefore make certain that in 
Jewish education the possibilities for 
growth exist for all those professionally 
engaged in it. Where programs having 
this objective are developed, whether in a 
single school or in the community at large, 

wn they should arise out of the current needs 
Sof teachers, be developmental and not 
> sporadic i in character, and reflect a unity 
gand consistency of purpose. Some bureaus 
got Jewish education have, with varying 
oo degrees of success, set up in-service 
= teacher education programs. We must seek 
Sto i improve these programs but also to con- 
“cern ourselves with the problem of the 
* teacher in communities where no bureaus 
‘of education exist. A definite need is thus 
gindicated for programs of creative super- 
Evision in particular schools along with 
‘planned efforts for developing regional in- 
stitutes and workshops to provide also for 
Sthe in-service growth of teachers in small 
‘Sand non-bureau communities, 
> But, in considering the problem of in- 
‘service education, it is above all essential 
to realize that an effective program pre- 
‘Ssupposes a Jewish school curriculum that 
enables the teacher to do a significant piece 
Yof work affecting vitally the lives of chil- 
dren. Only where such is the case will he 
ibe stimulated and challenged to keep 
abreast of new developments in educa- 
Gtional theory and practice and in the con- 
“ent areas of Jewish learning. 
tS Some of the suggestions that might be 
Zmade for promoting the in-service growth 
Sof the teacher, in addition to those already 
mentioned, are as follows: 

Teacher participation should be enlisted 
in curriculum planning, the creation of 
instructional materials, experimentation 
with new methods and content, the de- 
termination of school policy, the evalua- 
tion of the school program, etc. 

Local and regional workshops and edu- 
cational conferences should be organized 
having as their purpose the stimulation of 
teachers to keep abreast of new develop- 
ments, to learn new skills and techniques, 


to read professional literature, to join with 
their colleagues in efforts to improve the 
status of their profession, and to become 
active in community functions, especially 
those that have educational implications 
and provide the stimulus for creative ex- 
pression. 

Opportunities should be provided for 
teachers to take courses relating to their 
teaching functions or leading to a position 
of increased responsibility, to join educa- 
tional tours to Israel and other countries, 
to serve as counselors in summer camps, 
to receive the necessary preliminary train- 
ing that will enable them to engage in 
group work in a Jewish community or 
synagogue center. 

For additional stimulation to Jewish ed- 
ucational personnel, exhibits of recently 
created educational materials should be 
arranged at the various annual educational 
workshops and conferences, i.e., the Na- 
tional Council for Jewish Education, the 
Educators Assembly, the national rabbini- 
cal conferences, etc. 

And finally, the need for creative su- 
pervision and a group approach to super- 
vision should be stressed and schools and 
communities should be prevailed upon to 
engage principals, educational directors, 
and supervisors to provide the necessary 
leadership. 

As a means of developing a corps 
of trained supervisory personnel, there 
should be carefully designed programs in 
the teachers’ colleges for the education of 
the principal, the educational director, 
and the supervisor, and inducements 
should be offered to experienced and capa- 
ble teachers to enroll in such programs. 

In order to promote greater efficiency 
both in meeting the need for supervisory 
personnel and in selecting for each posi- 
tion the person best equipped to fill it, 
careful consideration should be given to 
the organization and coordination of place- 
ment services, both locally and nationally. 


Improving the Economic and Social 
Status of the Teacher. 


For the teacher to be effective, he must 
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feel reasonably secure in his position, ob- 
tain adequate remuneration both in the 
form of salary and fringe benefits, have 
status in the community, enjoy the recog- 
nition and appreciation of his labors by 
both parents and children and, as a result 
of rendering meritorious service, be able 
to look forward to promotion in his chosen 
calling. A profession which does not pro- 
vide such satisfactory working conditions 
is not likely to attract to its midst a suffi- 
cient number of capable and qualified peo- 
ple. Moreover, those entering the profes- 
sion may exhibit a considerable amount of 
instability as evidenced by excessive turn- 
over and mobility. As far as the task con- 
fronting us is concerned, it is necessary to 
consider the extent to which the profes- 
sion of Jewish education offers the teacher 
opportunities for enjoying a satisfactory 
social, economic, and professional status. 


The proposals that might be made for 


improving the status of the teacher are in 
the areas of the social, the economic, and 
the professional, or in a combination of 
one or more of these. | 

A model code of professional practices 
should be developed for defining the 
teacher’s task specifically and setting forth 
the compensation therefor: salary (mini- 
mum, maximum, increments, cost of living 
adjustments) ; fringe benefits (social se- 
curity, retirement annuities, life insurance, 
health insurance, leaves of absence); 
teacher tenure; duties and responsibilities 
of the teacher (hours of instruction, extra- 
curricular activities, staff meetings, par- 
ent-teacher relations, etc.) ; miscellaneous 
(length of school year, vacations, holidays, 
etc.). 
' Wherever possible arrangements should 
be made for the employment of teachers 
by the bureau of Jewish education or the 
community rather than by a particular 
school, thereby making it more feasible to 
provide the above-mentioned welfare 
benefits and to utilize the teacher’s time to 
a maximum degree in situations where the 
particular school is not in position to en- 
gage the teacher on a full-time basis. 


Also, where a school or community can- 


- 


not provide a teacher with a full program 
of work, provision might be made to have 
the teacher employed jointly by two neigh- 
boring communities or by two institutions 
within the same community. 

The qualifications for administrative 
and supervisory positions in Jewish edu- 
cation should be defined specifically in 
order that practitioners in the field of 
Jewish education might have more specific 
information than at present exists con- 
cerning the type of education needed to 
qualify for positions of leadership. 

Improvement in the social status of the 
teacher might be effected by urging com- 
munities to adopt such practices as includ- 
ing teachers as members of school com- 
mittees or boards of education, giving 
teachers recognition for outstanding ser- 
vice, creating opportunities for teachers 
to be active in Jewish community affairs 
and to assume leadership roles in the com- 
munity, according teachers a voice in the 
formulation of educational policy, stimu- 
lating teachers to help one another and to 
engage in a type of group supervision, 
encouraging free social intercourse be- 
tween teachers and lay members of the 
community, and providing opportunities 
for teachers to represent the community 
on appropriate occasions. 

The development of sound educational 
programs in terms of pupil needs, inter- 
ests, and concerns, on the one hand, and 
Jewish community needs and require- 
ments, on the other, should have the effect 
of increasing the significance of the teach- 
er’s task, result in more substantial pupil 
achievement, and add to the satisfactions 
derived by both pupils and teacher. 

Academic freedom should be guaran- 
teed by allowing for a broad Jewish orien- 
tation and not expecting the teacher to 
reflect the particular interpretation of 
Judaism held by the institution which at 
the moment avails itself of his services. 

Finally, the teaching profession might 
be strengthened by the organization of a 
national Jewish Education Association to 
embrace the entire profession, providing 
at the same time for departmental asso- 
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ciations based on specialized interests. 


Having analyzed the personnel problem 
in Jewish education, we see how far afield 
it takes us and how intimately interrelated 
are its many facets and ramifications. The 
conclusion to which we are inexorably led 
is that we are not likely to be successful 
{4 coping with a particular phase of the 
Problem such, for example, as the per- 
gonnel shortage, unless we see it in its 
Broper context and then proceed, in our 
attempt to solve it, to deal with the variety 
of factors that are in some measure in- 
@olved. It will be noted also that the pro- 
Bosals offered tend in considerable mea- 
gure to overlap, since a remedy in one 
tea will exert its influence in several 
Sthers. We need but cite the one example 
ae how the improvement of the program 


i@f the Jewish school will tend to make the © 


pees task more meaningful, will im- 
‘Brove the teacher’s attitude toward his 
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work, be conducive to his professional 


’ growth, serve to stimulate him to further 


achievement and perhaps advancement in 
the profession, raise the level of his social 
status, attract more young people to the 
profession, etc. Thus we set up a type of 
chain reaction in which the improvement 
in one factor in the situation has its effect 
on all the others. There can therefore be 
no doubt about the desirability of our at- 
tacking this problem on a broad front. 
The analysis of the personnel problem 
made in this article will have performed a 
useful function if it serves as a basis for 
the further deliberation that will take 
place in the series of conferences on the 
subject scheduled to be held in the very 
near future. If these conferences, in turn, 
result in some significant achievement, a 
great step forward will have been taken 
in resolving the most troublesome situa- 
tion with which all those having a stake in 
Jewish education, both lay and profes- 
sional people, are currently confronted. 


